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Introduction

Pinewood Reality #1 – Every kid except for one walks away losing the Pinewood Derby.

But, w hen you talk to dads who were scouts themselves, their fondest memory of Cubs is often the Pinewood Derby.  And if just about everybody loses, how can so many alumni value their memories?  Maybe it is the competition or the big track or the spectacle.  I tend to think it is the father-son time.  For many scouts, Pinewood is quality time when a scout spends time with his dad building something.  Then he gets to take the fruit of their effort and show it off to his friends.

If winning isn’t what makes Pinewood special, you need to concentrate on the things that do make the boys will remember when they have kids in scouting.  There are things that Pack 1800 doesn’t traditionally do well.  Pinewood is something we do very well.  We concentrate on the experience and not winning and the results are incredible.  
Pinewood Reality #2 – Race Day is chaos

Short of hurting the event, there is nothing that you are going to do that will stop the event from being chaos.  Your goal isn’t to stop the chaos.  Your goal is to plan for it.  You want to have as much as possible done before race day and plan the event like a dozen little events under the same circle.  Think of it as a three ring circus.  You have 3 rings that don’t coordinate along with a side show on the outside, people selling popcorn in the stands and a thousand people doing their own thing.  That’s a Pinewood Derby.  But as with the circus, the attractions don’t have to coordinate.  They just have to work well on their own.  And from the center ring, the ring master keeps track of major milestones and tries to keep the party in line.

Pinewood Reality #3 – Things will go wrong

It doesn’t matter how well you plan out the event, things will go wrong.  The difference between having a successful Derby and having a mess is making sure that the things that go wrong are the minor elements and backups are in place for major pieces.  It’s OK to have some sequins come loose on the woman riding an elephant, but if a lion eats the lion you’re going to have a problem.
This is a really big document.  Don’t be scared.  We tried to put as much in the document as possible so that you have a blueprint of what has been done before.  The second goal is to help you avoid the mistakes we have made in the past.   Pack 1800 has been running a Pinewood Derby for over 15 years and scouts have been doing for a lot longer.  You don’t have to reinvent the wheel.  Follow the blueprint and decide where you want to change things and leave your mark.  You can so do this. 
Roles

Pinewood Reality #4 – Having a single person run the Derby will result in death
To properly run a Pinewood Derby, you need 3 major positions and a whole bunch of volunteers.  The three roles are Track Leader, Event Coordinator and Master of Ceremony.  These are distinct roles and overlap will cause problems.

Track Coordinator
The track leader is in charge of the main track.  This includes the physical track, the cars, the repair station, and the computer.  He needs to make sure the race goes smoothly.  This is the big event.  If everything else falls apart, nobody will remember as long as the cars raced and everybody felt like they had a fair shake.  When the races fall apart, it is very obvious.

While this document will describe more details about the track and software, they key element to note is practice.  Before race day, put together a few pieces of the track to make sure that you understand and remember how it works.  Connect the track to a computer that you will use on race day and run a sample race to make sure you remember how the software works.  From talking to other packs, it is obvious that the key point of failure is software/hardware.  If you get these coordinated, you are half way there.
Event Coordinator

The event coordinator role is the main role.  As noted previously, the race is far from the only thing at a Pack 1800 Pinewood Derby.  While the race is going on in ring 1, we have a dozen other rings.  These rings include thing like a challenge track, a cake competition, license making, drawing contests, Big Trip displays, balloon popping games.  The Event coordinator keeps all of these going in the other rings.  At times, the races will pause for things like judging of the cake competition, but in general, everything is asynchronous.  Remember that it is these events that turn the Derby into magic.

The key to these events is preplanning.  Know which events you want to have, run through the event once, make sure that you have all required material at the Derby, and make sure you have an individual in charge of the event.  

Pinewood Reality #4b – Derby isn’t a one man job, but when broken down, it isn’t impossible.
Master of Ceremony

Your Master of Ceremony is the fella who tells people where to look.  He keeps the crowd interested in the races and circulating around the events. He should probably be in charge of the Derby Race awards and announces (or introduces the person who announces) the winners of any contests.  

Events

The trick to a successful Pack 1800 Derby isn’t the races, but the events surrounding it.  The choice of events is up to you.  We have some that are traditions, but you are free to create your own.  The important thing is that there are a bunch of events, not that we have particular events.  The choice of events is where you get to express yourself and paint the Derby with your own color.  If you want, you can come up with a theme for the Derby and wrap your events around the theme.  Just as properly, you can have no theme and just kick out fun events.  The kids won’t know the difference.  
So, how many events do you need?  The correct answer is… enough.  In 2009 and 2010 we had 7 events, but the number of events depends on the events.  While a number of events are listed here, use this as a guide and not gospel.  The events in 2009 were: Challenge track, Driver licenses, Bake off, coloring contest, Big Trip Display, stand building, balloon popping, 
Challenge Track

Pack 1800 owns 2 tracks (a news and shiny track and an old and busted track).  We race with the metal track.  We put out the wooden track for kids to race old cars.  This is frequently the highlight for the kids.  The metal track is very clinical.  The cars are placed on the track by the adults (or boy scouts) and the boys know they are racing when their cars come down the track.  The challenge track is hands on.  The boys put the cars on the track and run all the way down the track as the car flies.
The challenge track needs work before and during the event.  Before the event, you need to practice putting the track together.  You need to make sure you have all of the pieces and that you know how the track fits together.  Note that the track needs repairs on the starter for 2011.  We do not hook up the ending gate and there is no visible means of telling who won other than the naked eye.  Note that the Challenge track currently has no stopping mechanism.  You need one.  This could be as simple as throwing a blanket over the end of the track or building something to stop the track.  

You should also have at least 6 Pack cars for the boys to race.  The most frequently asked question at a race is “when can I have my car to race it on the challenge track.”  If there are a number of beat up cars to race, this question will fade.

During the races, the challenge track needs to be monitored.  While we haven’t had major problems with this, other packs have.  Boys should be free to race, but things should be controlled.  Cars aren’t thrown.  Racers take turns.  You should make up basic rules and you need someone to make sure the boys don’t get rambunctious.  This is a great job for a Boy Scout.

Bake Off
This is another Pack tradition.  We set up a theme and some general rules and give out prizes for the best looking cake.  Each year we will get 8 to 10 entries.  In addition to being a great chance for scout and mom (usually) to bond, it also becomes our dessert on race day (note any cakes that are kosher).  Use a previous year’s rule sheet as a guide.  Come up with a new theme and spread the word.  Previous themes have been Camping, Patriotism,…  One of my favorite ideas is Fishing.  Notice that the best themes are simple.  Let the boys use their imagination.

While the big prize of the Bake off is bragging rights, it is nice to have a small token.  If the total cost of prizes exceeds $20, you are going too far.  If you think about it in advance, something like a spatula on a pedestal painted gold….
Don’t forget the details.  If you are going to serve the cakes, you need some cake cutters, not to mention plates, napkins and forks.

Drivers Licenses
This is a great idea.  The boys get mini-driver licenses.  We have supplies and software to do it.  I know of us trying and failing 3 times.  In 2008 we didn’t have the software and it was all done with Word.  We wasted much paper and laminate printing out single licenses.  In 2009 the software didn’t align with the serrations on the paper and we ended up doing it manually with Xcel (we have a new version of the software).  In 2010 the camera had a hardware problem and was unable to work with the camera and printer.  
There is a big lesson here, Practice.  If you are going to do this, select the hardware in advance and do a dry run.  Make sure all the components work together.  We do have paper and a laminator and laminating material and such.  Make sure we have enough materials to do it (including ing for the printer).
In 2009/2010 we had kids take driver license pics in advance so that we could print many of the licenses in advance.  Note that you will always have to print some on the day of the races for siblings and kids who are missing photos.  But, having many printed in advance makes the job so much easier.

All of the license software has stuff to make up eye charts and give driver tests.  We have frequently toyed with these, but have never done it.  I guess you have to have most of the licenses preprinted and the process moving smoothly before adding the tests makes sense.   Even so, nice idea.

Coloring Contest

This one is easy.  Come up with a theme (could be the same as the bake of) and set up a table with paper crayons and a submissions box.  Make the rules clear and require names on the back of the art.  If you end the contest early, you can post the artwork.  Another good use of a Boy Scout.  Again, you need prizes, but small ones.

Big Trip Display

This can be simple or elaborate.  Pinewood is traditionally the kick off of the Big Trip blitz.  One year we had a poster along with handouts.  One year we ran a video that the venue sent us on continuous play.  You want to let people know what is coming.
Stand Building

We have traditionally had a table where boys can build stands to hold their cars.  You can buy kits at the BSA store or make your own kits up in advance.  Just remember that it’s going to be little kids with unhandy parents putting the kits together.  Anything more than a few nails and you will lose your audience.  Also have markers available so that the boys can decorate their stands.  In 2010 we had the awards for “best looking” cars done as little plaques with self adhesive backs.  This worked very well.

To do this, you need the kits, hammers and markers.  Remember that with hammers come noise.

Pretty Car Display

Whether or not it goes in this section, one of the highlights of the derby is always looking at all of the cars.  When deciding where to put the cars that aren’t racing, keep in mind that people are going to want to look at them.  Come up with a way of displaying them so that people can see them, but not touch them.   This area will be crowded.

Balloon Popping

One of the most memorable events that we have done was in 2008 when we had a balloon popping game.  We taped balloons to the back of kids shoes and challenge the boys to pop their friends’ balloon without popping their own.  It was memorable to the boys because they got to make noise and run around.  It was memorable to the parents because the boys made a lot of loud noise.  We were asked not to do it again.  It may make for a good event.
Let Your Mind Wander

Don’t be limited by what we’ve done.  Come up with your own.  One of my favorite was setting up a TV with Mario Karts.  This was nixed because the boys wouldn’t do anything else.  But there have to be many other great ideas out there.  Do you have anyone in the Pack who knows cars and can do something carish?
PreDerby Events

In contrast to many other packs, we do our Derby in 4 parts: First Cut, Weigh-ins, quarenteen, Derby.  It’s extra work to have this multi day approach, but it greatly enhances the event and helps us avoid problems that plague other packs.  It also concentrates all of the Pinewood Derby day events on the real events.  Many packs have folks register the morning of the event.  They then complain that things take too long and they don’t know how many cars will be there and many similar complaints.  They don’t understand that this can be solved by doing it in advance.
Doing check-in in advance also avoids catastrophes.  If someone drops a car during check-in, special arrangements can be made to allow the kid to fix the problem and still race.  This is harder to do on race day.

There is one final advantage to early check-in.  If cars are checked in early, the Pinewood committee has the ability to do things in advance.  For example, you can pick the winners of the beauty contests in advance.  This would be another thing that you don’t have to worry about on race day.

First Cut

A couple of times before race day, we typically have a father or two open up their work rooms for design and rough cut sessions.  Boys can show up with their kits (or just the blocks of wood), design the basic plan and use required tools to do the rough cut out of the wood.  The work is usually done with a bandsaw.  The pack now owns one in case no fathers with bandsaws exist in the Pack.  Boys may also use sanders or other tools if available.  Our Pack does not generally prohibit power tools.  

Note that car work does not end with the rough cut.  In most cases the boys will still want to sand the cars, paint the cars and handle the wheels and axles.
Remember that these are young boys and usually unskilled parents.  Tools should only be used by adults who know what they are doing.  A fast car is not worth a couple of fingers.  The other advantage of having skilled parents heading these sessions is experience.  They are able to make suggestions about what will and won’t work.  Often this guidance helps to make it so that everybody’s car makes it down the track.  We have a very long track.  It isn’t rare for cars to stop halfway down the track.  Design can help kids make it to the end.

Check-ins
This is a critical piece of the Pack 1800 Pinewood Derby.  We require kids to check their cars in before the race.  Make it extremely clear that nobody races unless a car is checked in (or special arrangements arise – such as a car that breaks at the last check-in – it happens).  Be very clear about this.  This will probably avoid problems and if they arrive, the clearer you were, the easier things will go.
We typically do 2 check-in days.  The first one is the Sunday before the Derby.  The second one is in the evening on a weekday during that week.  Plan both events for 2 hours each.  This allows parents who are out of town to register cars.  It is possible that parents will be gone both days.  In this case, encourage them to drop cars off early.  If not, make a judgment call and remember that the goal is to avoid same day check-ins.

On race day, aerodynamics doesn’t matter very much.  Weight does.  The car that wins is going to be very close to the maximum weight.  When cars are taken out of the box, they barely weigh half  of that weight.  So, most of the check-ins consist of people adding weight to the cars.  We will standardly bring the following to the a check-in:
· Assorted weights (many varieties from 0 – 2 ounces.  Good choices include washers, screws, coins and nuts)

· Glue guns (pack owns 2) with glue sticks

· A dremmel (if available.  Pack doesn’t own one)

· Official scale and unofficial scale

· Car carrying case (paper case lids will suffice)

· Spreadsheet or computer to check cars in (always use paper backup)

· Small labels to put number on car (one on top and one on bottom)

· Marker for label and pen for check-in sheet.

· Silicone
The process is as follows

· Scout or parent arrives.

· Car is weighed in and given unofficial weight

· Parent and kid goes to weights table and adds weight until happy with weight using unofficial scale.

· Car gets official weigh in (can repeat if still unhappy with weight)

· Official accepts car, writes down name and assigns number

· Number is put on label, which is put on top and bottom of car.

· Car is siliconed

· Car is put in case

Remember to bring table clothes for table and floors.  You are using wax guns and silicone doesn’t come out wasily.
If possible, try to bring a segment of track.  The metal track is peculiar.  It is easy to have something hit the metal with the car or weights.  If this happens, the car won’t reach the end.  Parents need to keep this in mind when adding weights to cars.  There have been too many parents who have just glued weights to the bottom of cars only to find that the car wouldn’t race on race day because the weights hit the track.
Quaranteen

Once car is placed in the case, no kid should touch it until the racing is over.  As much as possible, nobody should touch the cars until the race.  An ideal carrying case allows the cars to be viewed, but not touched.  We have had many occasions where a car is fast before check in and slow before the final race.

Location

We have frequently used the Mountain View Community Center (3400 Sandy Plains Rd, Marietta).  It is relatively cheap, centrally located and ideal in layout (65X45).  The guys who runs the facility Merrit Bock and Marvin Barns.  They’re usually there in the afternoon.  But the job is still a bit up in the air after the old guy left.  Their number is (770) 509-2746.  Keys must be picked up on Friday before the event.  At the end of the event, you leave it in the drop box on the inside of the center.  The room comes with 14 round tables: 6 10foot and 11 12 foot tables.  There are over 200 chairs.  We need to do our own clean up.
We are not tied to this location.  If looking for another location, it will have to meet the following criteria:

· It is large enough to hold enough people, 2 tracks and numerous events.

· We need to be able to have the facility all day to allow time for setup, racing and tear down
· Food must be permissible.  We often have a snack/meal or at least our Bake off.
· Sufficient parking

· Ability to reserve several months in advance

Awards
We typically give out a number of awards.  There are frequent calls to change the way we do this.  You can change it.  Just specify the change in advance and make sure nobody is surprised.

Typically, we run den heats.  The winner of these heats moves on to the final round.  The top 3 from the overall get trophies.  If you win one of the top three overall, you don’t also get the den prize.  Instead the den prize goes to the next runner up.  This is the controversial part.  I believe it was done to spread out the awards.  

In 2010 we also gave out medals for everyone who raced.  The medals had the picture of a car on them and hung from a ribbon.

In addition, everyone who raced got a beauty award.  We created a list of prizes (“coolest design,” most aerodynamic,” “funniest,” “most like a banana”) and awarded one cosmetic award to each racer with the medal.  This made it so that nobody went home empty handed.

Note that we also give out awards for the bake off and the coloring contest if they are done.

You need to have an award making vendor.  In the past we have used Ray Sonshein.  Ray’s son was in Pack 1800.  Ray always does a good job, but delivers on the day of the event.  This has been stressful for leaders.

Decorations

Decorating is typically a second thought and difficult.  It is a big room.  We do have some decorations in the storage unit.  It is probable that someone better than me could do a good job of decorating.
Food

Traditionally, food consists of pizza followed by Bake Off cakes.  This became more difficult in 2010 when we attempted to kosher the Pack.  Instead, we had veggie trays.  This was met with many complaints.  The pinewood Derby is a long day and having a real meal is a big positive.  It also makes it tougher to get folks to stay to clean when they are hungry and getting ready to go out to eat.
There are numerous solutions.  We could go with the traditional bagels and cream cheese.  Another option would be to go with traif, cheese pizza and offer a kosher alternative.  1818 has a tradition of making hot dogs, popcorn and other race day favorites (although this runs into meat/milk issues with the Bakeoff cakes – that probably aren’t kosher anyway).

It is probably smart to have some sort of snack running during the day.  Popcorn?  Trail mix?

Track

In 2008 we had a rough track.  It was wooden and over 15 years old (inherited from another pack).  The joke was that the car that stayed on the track won.  Cars frequently jumped the track and crashed at the end.  Many cars didn’t make it through the day.  In 2009 we bought an amazing track.
Best Track brand 4 Lanes, 42 feet long, with Leveling Kit - $1,142 (this track is precision cut made of strong aluminum and is 25% longer than our existing track.  Leveling kit will also allow the track to be elevated for easier viewing).  Gate - The Champ brand 4 lanes - $599.00 (designed to integrate with track, large display showing both place and time)
The gate indicates the finishing standing and elapsed times.  The gates link into our software, which allows for seamless racing.

The toughest part about the new track is getting the track to and from the races.  To carry and store the track safely, Pack elders created two very large boxes to the track company’s specs.  These are affectionately known as the coffins.  They are so big and bulky that they require large vehicles and several large men for transfer.  They also take up much of our storage room.  We probably don’t need such overwhelming cases, but that’s what we have.  You need to make sure you have people to haul the track before the race and more importantly, to haul it back.  This has been a problem in the past.

The entire track can be put together with a couple of screwdrivers.  The screwdrivers are used to reconstruct the bend where the cars level out and the gates.  The rest of the track is held together with office supply store clips.  Oddly enough, this works well.  Mostly, these clips just keep the track in place.

It is a long track.  It is longer than regulation.  If one section is left out, it drops back to a regulation 42 feet.  This may be a good option, but all participants should be warned right up front.  It would dramatically change the way that you design a car.
Note that the track is a bit odd to put together.  If you haven’t done it before (or at least watched someone do it), you need to do a dry run through.  You don’t need to construct the entire track.  Build the starting gate to the bend to the straight away.  Add the starting gate and the ending gate.  Yes, that’s most of the track.

Software

With the new track, we bought a new software system.  It’s a good system.  Once set up, it will run the race for you with little assistance.   All you need to do is load the cars as instructed and press a few buttons.
Software - GPRM8-548Y-Q8437-W486-U382. ID is craig@blafer.com.  Password is doyourbest.  Account is pack 1800.  Name on the account is Craig Blafer with secondary of Erica Driver.  Bought directly from Lisasno Enterprises online.  We got downloads as well as disk.  We are allowed to install on 2 machines at a time.  Company is owned by Randy Lisano (Brusk.).  We bought 2 pieces of software: racing software and driver license software.  Software was upgraded in 2009.  New components fit together better.
GrandPrix Race Manager V9.0 Serial#: GPRM9-510Q-17U49-W266-509R
DerbyDMV V3.0 Serial#: DDMV3-X707-R4339-Y811-57X8
There is a significant amount of set up that is needed.  The first element is connecting the computer to the starting and ending gates.  There are long wires for this.  Since most computers today use USB connections and the track outputs serial, we need to use a convert.  Pack owns two.  Wires attach to converter, which connects to USB port in computer.
Once you are hooked up to gates, use the software test and see that you can start and end a race (do note that the spongy things in the ending gates need to make eye point up).  Once this test is working correctly, your hardware is good to run a race.

In the software you will give details such as dens (tiger, wolf…) , Boys/cars racing, and race details.  We typically run dens leading up to a big winner.  Our dens are typically determined by best average time.  This allows for slow lanes (which we probably don’t have).  There are many elements that we probably don’t need because our track is good.
Table Clothes

You will note all over this document that instructions to use table clothes.  You need table clothes for Check-ins and the Derby.  The goal is to protect borrowed facilities and reduce clean up times.  It is not green, but it is a life saver.  You can either find them on sale and buy in bulk or get a large roll of colored plastic somewhere.  You will use so much.
Planning a Pinewood Derby

Remember, running a pinewood Derby is impossible, but doing all of the steps required to do a Pinewood Derby is quite doable.
Set the Basics
Decide where you are going to hold the Derby.  Make sure that the facility can handle the requirements of a Derby and make sure that it is available.  Reserve the location and pay any down payments.

Line up a team.  You aren’t going to do this alone.  Line up a number of Captains to take certain elements of the Derby.  You don’t need to line up all your volunteers at this point.  Many of them will step up and be assigned on Derby Day.  Right now you just need a handful of committed souls.

Select a theme for the Derby and decide on the events.  You do not have to have a theme, but if you will, the time is now.  You do have to have events and this is the time to decide which events you will have.  This will determine what work needs to be done down the road.

Set the Calendar including dates for the Derby, 2 check-ins, 2 Rough-cut days and a couple of Derby committee meetings.  When dates are selected, broadcast to allow folks to object if needed and place on calendars if acceptable.  People want to come to this event.

Create & Broadcast Rules

Anything that is a competition needs to have clear rules set in cement.  The biggest problems come when people don’t know the rules or when the rules aren’t followed.  You need to set them early and follow them.  The actual rules will depend on what events you will be holding.  Pack 1800’s files hold many examples of rules used in previous years.  You are free to change the rules, but you need to know why you are changing them and be clear about what rules do change.  For example, if you no longer allow yellow cars and disqualify 5 cars at the last minute, you will have yelling.  When people do the same thing over and over again, they need to be reminded of variation.
You will need a rule list for car design.  There are thousands online and we have been using the same general rules for the last few years.  We regulate car size and weight.   We regulate one piece axels.  Our basic rule is that a car must be made from parts out of the box, unless it is for aesthetic purposes.  So, high performance tires are illegal.

You need to have clear rules about the races.  We have examples from previous years.

If you are having a Bake Off, you need a rule sheet.

The guide is to broadcast this info over and over again so that there are no surprises on race day.

When communicating details, stress the fact that there will be plenty of hand holding along the way.  New parents shouldn’t worry.  They will learn much more at the rough cut.

Distribute Kits

About a month in advance, race kits are supplied by the Pack.  You can hand them out at and Pack event or have Den leaders pass them out at Den meetings.  You could even hold them back and pass them out at rough cut day.  As a general rule, the farther in advance the kits are handed out, the more that will be lost.  It is a judgment call as to whether the Pack pays for replacements or whether folks are directed to the BSA store.  No matter how long in advance you give out the kits, most people won’t start working on the cars until the week it is due.
We generally buy our kits at the BSA Store.  While they are available online, the savings aren’t enough to justify the risk.  Pinewood draws a crowd.  You should plan on buying a few more kits than boys in the Pack.  Many years we will encourage siblings to build kits.  They are not allowed to race in the big race, but can race on the challenge track or in a special “Sibling heat” that isn’t eligible for the finals.  If we supply sibling kits, you can count on an additional 10-20%.
From the very beginning, you want to remind people that the Derby is about fun and racing and cheering on your friends.  You do not want to stress winning.  The Derby is not about winning.  It’s about making a cool car.  You may want to stress the pretty car competition.  Suggest that kids have to decide up front whether they are going to have a cool looking car or a fast car and lean them towards the cool looking.  In the end, every kid can have a cool looking car, but only car will win the speed trials.

Prep for Rough Cuts

Clear the locations and the leads.  Advertise to get people to show. 

At the event you will need the following:

· Standard tools

· Sheets of blank paper for mockups and negotiations.

· Pencils to draw mock ups and mark wood blocks

· Extra kits

· Emergency kit (just in case – only injury in 2009 was the Cub Master who banged his hand on a yard sign)

· A few printouts from web sites of designs.  Newbies will have no idea what they can do.

Rough Cuts

You will see 2 types of kids/parents at these events, rookies and seasoned.  If you have the tools in place, the seasoned scouts will be happy.  As a general rule, the scouts have been thinking about it for a while.  They will know how things work.

For newbies, this is their first exposure to racing and it is scary.  You have a dad (in many cases) who hasn’t worked with a tool in years.  And now he is being told to make something that his kid will demand win a race.  Stress the fact that the fun is in making and racing, not in winning.  Suggest that he paints it nicely.  Drop a hint like “sand the nails” to make him feel at an advantage.  Point out that many previous winners weren’t the most aerodynamic (I saw a banana win one year).  
Suggest to newbies that there are many options.  In 2009 there were numerous cars that were just painted blocks.  In 2009, the winner was a car that was basically the bottom 1/3 of a kit with extra weight and a nice paint job.  They can also aim at a neat looking car instead of a fast car.  We have had a banana, a pencil, a man in a bath, skate boarders, surfers and a UPS truck (dad worked for UPS).  
Line Up Help

One of the keys to making an event a success is having many hands.  The other key is using these hands properly.  A large percentage of the parents will immediately ask how they can help when they arrive. Start by having a list of tasks that need to get done (judging coloring contest, helping with food, helping with license table).  More needs will become obvious on race day, and should be added to the list as appropriate.  With each task, list the leader if possible.  For example, the “help with licenses” should point to the person leading the license booth.  This way you can turn to your volunteer and say, “It would be a great help if you could help Michael with our license booth, which is over there.”   There should be a volunteer coordinator.  This can be the Derby Coordinator, but you need a person designated.  This person should hold the list.  That way, people know that when they want to help, this is the person to seek.
One source of help is often the Boy scouts.  Troop 797 has been amazing with this in the past.  We send out a request and 6 boys show up ready to help.  As an added bonus, Boy Scouts come in uniform and ready to be a role model for the boys.  Boy Scouts are a bit of a mixed blessing.  You do need to be aware in advance that they are still kids.  Some of them are only a year or two out of the Cubs.  Even so, they are wonderful is used correctly.  Let them help with moving the cars from the finish line to the holding bin.  Have them helping with the challenge track.  Have them help in any situation where you can give clear instructions for them to follow and you will be thrilled with the results.
When talking about help, it is critical that you line up a few people to help haul stuff from and back to the storage unit at the end of the night.  You need 2 big vehicles to move the coffins.  Having a couple more people lined up to help clean and haul will be a tremendous help.  In 2009, we didn’t do this and paid for it.  Clean up and hauling are 30 minute jobs, but critical.

This is a good time to line up people to lead the events.  Many of these jobs aren’t going to be a big deal.  The head of the coloring contest booth needs to have a theme, put out crayons and a box, judge the coloring, maybe tape them to the wall and announce the winner.  Total time is probably 30 minutes.  But it is 30 minutes that the Derby coordinator doesn’t have to spend.  Try to find someone to take ownership of every event.

You also want to have leaders for a few additional activities if possible.  Things like food and decorations work best with designated leaders.
Line up Food

If you haven’t done it already, you need to line up food, figure out how to get it to the event and figure out how to cook it as needed.  There are also disposables that will be required, including: plates, napkins, silverware.  Many of these may be available in the storage unit.  Also remember that you will need multiple cake cutters if you have a bake off.
Line up Awards

If you have someone who can take over this job, that would be good.  You know that you will award racing trophies.  Find a trophy maker and work out the details.  Make sure that the vendor knows your date and will have the trophies ready well in advance.  Also, if you want this vendor to create anything else, like plaques for beauty awards or medals for participation, now is the time to set it up.  Do note that a major part of this is figuring out what you want.  Look at the Awards section for details.

First Pass at Storage Unit

You want to go to the storage unit and get a lay of the land.  What supplies will you need?  What do you have?  Locate all the parts for both tracks and gates.  Take the things you need for the Check-ins (scales, weights, glue guns).  Bring table clothes.
Visit Location
With the Derby coming, it is time to see the location if you haven’t done so.  You need the Derby coordinator and track coordinator if possible.  The goal for the trip is to sketch out where events will go.  You need to put the track somewhere and the food somewhere and the balloon popping somewhere.
Here are some lessons that we have learned over the years:

· People do need somewhere to sit.  It’s a long event.  Setting seats out facing the track works nicely

· Several events such as the license booth require electricity.  Put them where they can reach it without too many extension cords.

· Hammers and stands and the challenge track are noisy.  If possible, keep them away from the track.

· Food and cakes need to be near the kitchen.  Duh!

· You can put the car holder near the finish line or the starting gate.  Either way, you will need a clear walkway to get from starting gate to finish line to transport cars between heats.

· If you are using a projector to display the race computer, it needs to be far enough from the wall to display the images, but close enough to the computer to plug in.  This is typically the roughest layout.

· If you are using a projector to display the race computer, you need to keep the projector and cord safe.  The projector bulbs are expensive.

· Everybody wants to see the end of the race and the finish line for some reason.  The more viewing area you can have near the finish line, the bigger the cheering.  

· People will want to look at the cars to see cool cars.  You need to have them sitting so that people can see them.  They also have to be easily accessible.  
Rough Timing

It is very difficult to plan the timing of a Derby.  In the years I have been doing them, things just sort of happen in spite of schedules.  Even so, having a basic schedule helps.   Actual elements will be detailed in Derby Day Sections
· 10:00 - Arrive

· Set up Tracks & Electronics
· Setup seating and Tables

· Setup Events
· Have Lunch

· Decorate

· 3:30 - As Guests Arrive

· 3:45 – Flag Ceremony

· 3:45 - Sibling Races & Get Folks to Circulate

· 4:00 - Start Den Races

· 5:00 - Finish Den Races

· Award Contests
· Dinner

· Award Bake off

· Dessert

· 5:30 - Final Races

· Beauty Awards

· Racing Awards

· 6:00 - Clean and Haul
Prep for Check-ins
Before the check-ins, you need to make sure everyone knows about the check-ins.  Emphasize the fact that if you don’t check-in, you don’t race.  
You must also gather materials for the check-ins.  Much of what you will need is in the storage unit.  Tend to veer towards having too much.  You can always save it for next year.  Note that there will be 2 days, so there is time to stock up between sessions.  You will need the following:

· 2 Scales (1 marked as official.  If unmarked, mark one as official).  We use standard postal scales and need 2.  If you need another one, you can get it at any office supply store.  The biggest requirement is that it be large enough to hold the car.  Digital is good since it looks more definitive.

· Car Holder.  You need somewhere to place the cars when they have been quarantined.  We currently have a couple of boxes that are pretty good (although they could be better).  If you can’t find them, you can use the lids from cases of paper.  The goal is to carry them causing as little damage as possible.

· Labels.  We use very small labels to put the car numbers on the cars.  Available at office supply stores.

· Pens.  Used to write numbers on labels and record check-ins on check-in forms.  Office supply stores have pens.
· Check-in forms.  It’s a spread sheet.  You mark down scout, den, car name and car number.  You can print out a form or just write it on a sheet of paper.  Info is needed for race software.

· Size meter.  We have two of these in the storage room.  It is a wooden rectangle.  As long as your car fits in the rectangle, it meets the size requirements.  If you can’t find them you can find construction details online or buy them online.  

· Table clothes.  You should have bought these in bulk.

· 2+ Wax guns.  These are used to add more weight to cars.  If you can’t find them, they are available at Michaels or JoAnne’s or any craft store.  You can also ask a crafty friend.

· Extension cords for glue guns if needed.

· Wax Sticks.  Have 10-12 on hand.  This is the glue to stick the weights on.  The glue sticks are available at craft stores.  Glue is available in 2 sizes.  Our guns use the small size.  Make sure you have the right size for the guns you are losing.

· Weights.  A bunch.  I can’t be more specific.  I like washers and nuts and screws (which would require a screw driver).  You need anything that will help weigh down a car.  Figure that every car will be down 2.15 ounces.  Now add in the fact that people will also need smaller weights so that they can get exactly the right weight.  Go to a hardware store, get a good mix and get too much.
· Spare parts.  There is a kit box in storage that says something like “parts.”  Bring it.  It has spare wheels and nails.  Folks are going to need them.

· Silicon.  Used to grease axels.  I have never had to buy any.

· Dremmel.  If you happen to have one, bring it.  It’s not common, but every once in a while, someone will come in with a car that is too heavy.  A dremmel allows them to chip away until the car is down to weight.

Check-In Days

When you arrive, set up a table for check-ins and a table to designate as a pit crew.  On the check-in table, place your check-in sheet with pens and labels.  Next to it place your official scale and size meter.  On the other side, place the car carrier.  If you want, you can prewrite car numbers on labels and check-in sheets.
On the pit crew table, start by putting a table cloth under the table and another one on top.  Plug in the glue guns.  With the guns on the tables, also put glue sticks, weights, dremmel (if you have one), additional scale and possibly silicone.

As kids/parents come in, this is the process.

1. They come in and weigh their cars

2. If weight is off, they go to pit table and fix.  They then return to check-in table.

3. You weigh car and approve.

4. You put car in size meter and confirm dimensions.

5. Get kid’s name, den and car name. Write them on check-in sheet. 

6. Put label on car (on top where it is visible).

7. Place car in carrier.

Once the car is in the carrier, it should not be touched again.

In 2009 we ran into problems with weights on the bottom of cars hitting the track and stopping or slowing them.  It would be smart to take a small piece of track to the check-in to make sure that the car rolls.  Also advise folks to put weights on top of the car instead of underneath.

In the past, we have done the check-ins electronically.  Our software allows you to enter the info digitally and even take a picture (for use on driver licenses).  If you have the setup to do this, it is really nice.  I would recommend doing it all on paper too as a backup.  If you are capturing photos, you will input data in the license program.  If not, you will capture it in the race software.
If you captured photos during the check-ins, you will need to move the scout data from the picture program to the race program.

If data wasn’t done via computer, all the check-in info needs to be entered into the race software.

Pack up all of the pit crew equipment.  You will want everything but the scales at the Derby (and you probably want to bring the scales too, just in case).

Quarantine
While the cars are in quarantine they should be touched as little as possible.  One thing you may want to do is silicone them.  We typically run with a long track.  It is not rare for a car to stop halfway down the track.  The biggest thing we can do to help with this is to add silicone to the axels.  This makes for a better race.  Do note that silicone makes a mess.  Do it over newspaper or something that can be rolled up and thrown away.
Get Key

If you are racing at the *** Community Center, you will need to pick up the key to the facility the Friday before the event.  Make sure to note the hours and policy.  Make plans to have someone responsible to pick it up.
Prep for Derby

At this point, you can see the Derby in your head.  The major stuff is done.  It’s time for the long list of little things.  It’s little stuff.  It’s easy.

Read through your list of places that people can help and see if you missed anything.

Talk to all of your event coordinators and confirm that everything is in order.  See if they need any additional help.

Confirm that everything is lined up with the location & food.
Confirm that everything is on target with awards.

Confirm that you are good with people to haul both ways.

Line up people to run the flag ceremony.

Design Awards

Since you have time between check-ins and Derby, invite a few parents over and come up with the Beauty awards.  If you google ”Pinewood awards” and design orpretty or aesthetic or something similar, you will come up with a number of lists of awards that you can give to boys for “car most like a banana” or “Best design” or such.  You have the cars.  Come up with an award for every car.  Make up a certificate and print them to hand out on race day.
Derby Day

Take a deep breath.  It’s here.
Stuff to Bring to Derby

Here is an incomplete list of stuff that you will need for the Derby.  Note that this is for the Derby itself and not for all of the events that will go on at the same time.  

· Table clothes

· Key to get in

· Cars

· 2 Coffins of Metal Track

· White box containing gate for metal track

· Pliers and a few screw drivers

· Computer with Race software loaded

· Duct and electric tape (you’ll find a use)
· Pit materials (from check-ins)

· Extra silicone

· Cloth and/or boxes to display trophies

· Trophies

· Awards (including design awards and bakeoff and coloring,…)

· Old Track

· White box with old track extra pieces

· White Board and pens (if you have them) to track races
· Megaphone or mike

· Extension cords (you’ll find a use)

· Flags and Flag stands

Hauling

Pinewood Reality #5 – The storage unit is a mess.  It is frequently cleaned and rearranged.  Even so, the last Derby stuff is scattered and located near the back since it is big and last used.  Food type items are typically on the left side.  Coffins are always in the way back with the old track.
Our storage unit is in the back of the shopping center near Sandy Plains and East Piedmont, near the defunct bowling alley.  We are near the ramp in the lower level.  There are typically 2 keys in the Pack.  There are usually to be several carts to move things.
Remember that you will need several vehicles to move the stuff.  If you line up a few people to haul, the work will take well under an hour.  The storage unit and the Center are about 2 miles apart.  Watch out for that parking lot.  It is better to go to Sandy Plains than cut across the parking lot.

Remember to line up individuals to haul the gear at the end of the day.  If you do a general “Can we get a few people to help” message in the end, you will end up alone with 2 very heavy coffins.

Derby Morning

Historically, a group of leaders has shown up at 9 or 10am, knocked out the work and left until an hour or two before race time.  If you can get the people to show and deal out the tasks, it would be ideal and quick.  Over the last few years, the initial setup was done by 2 to 3 people who have spent the entire morning setting up.  In reality, there is work to be done.  The order makes little difference and can be divided between 20 people.

Arrive

Settle in and have a cup of tea.  It’s going to be a long day.  Examine the room and look for any obvious problems.  Unload any supplies.  The morning Hauling crew will bring the tracks and other goodies from the storage unit as early as possible.  Aim for 9 or earlier.
Set up Tracks & Electronics

The first rule of project management is biting off the highest risk items first.  Our highest risk items are the tracks.  You never know the condition of the track when it is hurled into the storage room at the end of the previous year’s Derby.  If you were really good and practiced with both tracks, your risk goes down… but you didn’t.  

Start putting the main track together along with the computer and connectors.  Start with the Starting pieces.  These are the pieces that require thought and tools.  Put the ending gate onto the track piece with 4 holes for sensors.  The sensors (foam) go up through the bottom, through the holes and point up towards the gate.  Attach the ending gate to the stopping piece.  Note that the stopping piece will sit a bit lower and attaches to the gate piece that is missing the connector.  Once these three pieces are completed, all of the remaining pieces fit together in any order.  They are held together with the Office clips.

Move on to electronics.  Set up the computer.  Attach the gate wires to the starting and ending gates and pull them back to the computer.  Now attach the cables to the computer and test the starting/ending gates.  Note that it often takes playing to get the sensors on the ending gate to properly register.  You can gauge success by the appearance of numbers on the gate.

There will be too many people walking around the track (regardless of rules).  It is critical that you make it as difficult as possible to trip over cables.  Tape wires to the track or to the floor.  Do not leave anything loose.  We have had bad experiences with this.  Tape down everything.

Put together the challenge track.  When doing so, note that it is color coded and should go together easily.  Somehow, it’s always tough to figure out.

Set Up Pit
You want to set up a table as a mini pit near the track.  This table (on top of a table cloth – and probably one under the table) will hold the left over supplies from the Check-ins.  You will want glue guns and glue and weights and a dremmel (if available) and spare parts.  While this is a smooth track, there is always a car or two who has issues.  If you can quickly fix it, you will have a couple more kids who have an enjoyable day.  

Put Out Flags

One of the important items in the storage unit was the flags.  You need to keep the crowds away from the track.  By making a line with the flags, you do this.  Remember to leave enough room between the track and the flags for someone to walk.  This also keeps little hands away from the track.

Setup Events

The set up of events depends on the events that you choose.  Here’s some basic guidance:

· If you have events with electronics, set them up first.  Things with electronics are more likely to have difficulties.

· Use table clothes.

· Put chairs out at events unless it is silly.  Parents like to sit.  If you want to attract parents, use chairs as a lore.  For example, at a trophy stand booth where parents and kids make things together, have chairs.  At the challenge track, where kids will run around, but parents aren’t going to be key, you don’t need chairs.

· If you are doing a bake off, start with table clothes.  You then want to put out cards and pens so that people can identify the kid (unless you want it to be a secret.  You could also name the cake on the cards.  And don’t put out cake cutters and plates until you want folks to eat the cakes.
Setup for Food

This will depend upon your food plans.  But, set up the basics, tables with table clothes.  You can also put out serving utensils and such.  Assuming 2 coolers, put the empty coolers in place with cups by their side.  This way you can later instruct someone to fill and replace them.
Setup Seating and Tables

People aren’t going to want to stand for three hours.  Give them somewhere to sit.  And if it happens to face the track (which will calm the kids in the area down a bit) that’s even better.  We have also set up tables with chairs for eating in the past.  This has been nice.  Note that setting this stuff up is not an immediate priority and can be done by kids with guidance.

Have Lunch

You may finish everything early.  You may not.  Regardless, take time to have lunch.  It’s going to be a long day.  If you can afford the time, go out for lunch.  Estimate remaining work at this point.  If most of your work is done, go home for a while (remembering to lock up and bring the key).
Decorate

If you don’t decorate, life will go on.  That’s why I have this placed as the last to do before Derby.  It is also possible to have a decoration crew who comes in an hour before Derby and turns the room into a celebration.  Since I am far from an interior decorator, I’ll leave this to folks who know what they are doing.
Running a Derby

Don’t panic.  You can do this.  It gets easier from here out… really.
As Guests Arrive

Finish any outstanding issues and mingle.  This is a party.  Make everyone feel welcome.  This is also time to gently remind people that their help is needed.  If they don’t ask, remind them that you have one central person with a volunteer list.  Most of the items on the list aren’t all day commitments.  There will be plenty of time to help with the balloon event for a while and spend most of the day helping your kid cheer on the races.

Sibling Races

If you are going to have sibling races and if you collected the cars in advance, this is a good time to race them.  You don’t have to run them as an official heat.  The advantage is that you can test drive the software and track.  The negative is that you can’t throw in late comers.
Flag Ceremony & Open Remarks
This will be the real start of the event.  Think of it as the opening ceremony.  For the first point in the day, you will have everyone’s attention.  Lay out ground rules and set the mood.
Start Den Races

At this point, the 12 ring circus begins.  Den races will go on for a while and boys should be encouraged to watch their dens race.  But while these are going on, boys will visit all of the other events at the Derby.   So, as this is going on, folks have clear responsibilities:

· Race Coordinator – Work is heads down race running.  One race follows the next.  Do one den at a time.  This work also includes organizing the people working in the race area.  This includes getting cars to starting gate and back to holding case.  It also includes seeing that broken cars are fixed if possible.
· MC – Work includes talking up the ongoing races and suggesting events that are going on around the room.
· Event Coordinator – Assuming that all of the events have assigned leaders, this role consists of supporting those leaders.  During this period, the Event Coordinator will attempt to rotate new volunteers into roles to spread the work.  It also includes prep for upcoming happenings, such as dinner and the bake off.  Make sure that all judging (bakeoff, coloring, design…) is done.

Finish Den Races & Award Coloring

This is the first main break in the activities.  Use it to try to unite the community as much as possible (remember that the Derby is chaos).  A good way of doing this is giving out awards.  When awards are given out, people want to see who won.  So, give out the coloring contest awards.  If you have other contests (guess how many jelly beans?) do them now.  The exceptions are design, baking and racing (details will follow).  This is also a good point to thank some of the people involved.  Thank the leaders and the volunteers.  Do the hamotzi and direct people to dinner.

If you want to do BSA loops and patches, this is the time.  It could make it draw on or it could be really cool.  Of course, you could also do it during dinner.  Depends on how involved people are.
Dinner

Let people eat.  This includes MC and Track Coordinator.  Give them some time with their families.

Award Bake Off

After most of the crowd has gotten food, full them back to the ”Stage” and have the MC introduce the head of the Bake Off to announce the winner.  We don’t announce the winner until now to keep the masses from eating the cakes.  You’ll know when to announce the winner.  It’s when everybody is asking if they can eat the cakes yet.  Invite everybody to eat cake.  You may want to give the cake cutters to the winners and let them have the first slices.

Dessert

After a couple of minutes of cake (probably not more than 10), it is time to welcome folks back to the stage for the final races.  Run them.

Final Races

Run them.  Encourage dens to cheer for the cars in their dens.  You may even want to invite the kids who won the dens up so people know when they should cheer.  It is possible to drop the track down to 3 lanes, which may be better for the final races.  We’ve never done this.  Note that since we do best average times and there are 5 dens, it’s not clear who won until you announce it.

Design Awards

Right before the design awards is the place to thank people and make any last minute announcements (Big Trip, next event…).

The timing of the design awards is difficult.  In an ideal world, we would award these early on, before dinner.  The problem is that if you do that, people who aren’t in the finals will tend to leave after dinner.  That’s not nice.  So, we delay it until the end of the races.  Another option would be to do these after the race awards, but that seems somewhat anticlimactic and again, people would leave before the last design award.

This is the moment of glory for each kid.  Call him up, give him his certificate (or sticker or medal), and clap.

Racing Awards

Make a big deal over the den awards and the overall winners.  Let them shine.  Bring them up front and have someone take a picture.

Clean up

Finally, remind people that you need help cleaning and hauling and thank them.

Then clean and haul.

Who to Thank

If you have done this correctly, you have about a billion people to thank.  Tacky as it may sound, start working on this list beforehand (you can always cross names off).  You will thank people two different times.  First, do it right after the Design awards (as noted above) over the mike.  You also want to thank folks in a follow up letter to the pack.  Make sure to thank the people who are about to help you clean and haul (inviting more to join).
· Thank the Event coordinator, Track coordinator and MC.

· Thank the folks who hauled.

· Thank the folks who helped with food

· Thank the folks who led events by name

· Thank everyone who helped with the events

· Thank you wife and kid.

Cleanup and Hauling

You will probably get many hands cleaning.  And since you lined up haulers, you are now in good shape.
Retrospect
I know it sounds silly.  Plan a meeting a week after the Derby.  Invite all of the main players in the Derby and have the Pack by drinks at Starbucks.  You want to ask 2 questions:
· What went well?

· What could we do differently next year?

Given the answers, update this document for the guy who has to do it next year.

Lessons Learned

· There is a district event for pack winners.  We don’t typically go because it doesn’t fit into our schedule.  In theory, we have the entire pack show up and cheer on the pack’s winner.  Doesn’t really sound like a great event.

